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0 worlnw’r/ the shanng of growth management spattal data throtrghout .
cownty region of Tampa Bay ‘Widely concerned about spatial data’ procurer'nent‘~
e use, counties: and communities with ever-decreasing’ budgets are gble 1o ‘Share
' and reduee’ 1hieé - costs prewously associated ‘with" expefisive: and" redundant:”
ation of data purchases through this newly established : daia-management )
we. ' The -Coordinating Council, which is currently chaired by e":TBRPC '
tive Dizecior, was created by a Memorandum of Understandmg Stgned if early
7 16%7 by the Administrators of Hillsborough, Manatee, Pasco and Pinéllas Counties,
o T aeutive Director of the Hlllsborough County -City-Caunty - Planmng ‘
' sion, the reglonal directots. .of State_agencies ‘Such as ‘the’ Department of
rtation, Department of Environmental 'Regulation, Department of Health
i habilitative' Services, Environmental Protecuon Commission of Hillsborough.
U vitty, Southwest ﬁbrrda Water Management District, the TBRPC, and the Pinellas
\,mf Ly Prﬁperty Appraiser. As the senior management level, the ‘Coordinating
i grves guidance to the chief working body, the Regional Advisory Committee
(k (‘. composed of representatives from the Council membership as well as from -
v m« Uriversity of South Flonda, the Department of Natural Resources, and local -
goveruments on an ad hoc Basis. A staff member. from the Regional Planning
Couancil serves”as: -Central Information Unit or Facilitator for the ‘Coordinating
Courcil and as Chairman, Reglonal Advisory Committee. '

Meeting extensively in early 1992, the: Regronal Advisory Cornnuttce through a

process lmo 2 as Fugures Techmque, compiled a list of the 10 most pressrng problems

facing tie Tarrpa Bay. region in. terms of data needed to address issues. Not'
“surpiising, toads’ and Jransportatign, netwcrks, water quallty issues, and disaster

preparation (hurricanes) were deemed of. rmportance in catalogang data for the

egoﬁ

The sper:tﬁc work is accomplished by Technical, Advrsory Committees (TACs) whlch_
are convetied by the RAC and which argeven further specialized'as either Consensus’
- Grogps” dealmg wrth thc ‘technical aspects of; data transfer or Subéommittees

addressmg broader, polrcy rssues Headed by an-expert in the subject matter each’
Consensus Group:; atternpts to dQeument all pertinent information resourées; 1dennfy

" data s’hanng activities among the agcncres and: explore joint activitié3 0;
“sharinig. The résults of this effort result in, the, ‘compilation of a‘card cata 08 of the
data’ through the use of Data Descnptxve ‘Summaries. Data is then entetéd in
newly created Florida State network called the Florida Spatial Data Drrectory (FSDD),'
. managed through the Governor’s Office in Tallahassee by the Growth Management
Data Network Coordmatlng Council (GMDNCC) The FSDD does not & a empt to
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snucentralize: the repository ef:data;any-a:directory.of the data, information describing
iz the: data; and where it Tan be.obtained:through the: establishment of an electronics
sz netwoik-using a moder‘to,the- ESDD:and:, Lcompsuter storage of the data where it is
9 Fheld and-m@intained16¢ally, FHis pricessiessures that data is kept under the control
ei0f the originator;.in most-dases, and is:available, to all.with a modem and computer
71510 access the data... The FSDD.isithe most techuaical phase,of the process and is still
-.5+in the.formative siages: fOfﬂGW:lO]DMBI}MIE becomes: ful!y operational in mid-1993.
:ﬂ PRI L [S1a DATICS SLUNNEPE i LI PR Y- TN ) U s L o)
) sFhierpareat GMDNCC was.an nu{growthfaf the Flcmda 1985 Growth Management
"‘n._m;_t i 'dn- attempt:ito-.explare.-veays: and :devise means for a sharing of growth
management information statewide. Under-awcdntract awarded by the Interagency
Management Committee, the Executive Office of the Governor under the Staff
szcDigegtorsiof - the c(GMDNQC;: prepatedia report entitled, "4 Model Geographic
=t Informatior: System:.-forc Goastal - Zone-Management,” for the Coastal Zone
"Maxiagement Program: ‘The:goals of-the-pregram were to-promote the sharing of
::.'z;geagraphic-?ﬂfﬁrmatign in'a 'ca_aslalrzdne wenvironment; develop procedures to avoid
L the daplicafion.of effort associated with:thetcoliection of data; promote methods for
<iivdeveloping consistency "of idata: «elemrents; :and .develop procedures for adopting
< "common«iatd formats for: multi-agencyjgovernmental sharmg of data.
LANETET LI e L 100 03 seiR orsn Eanrn T of ol
- Fe Tampa Bay:region was chosen:asthe prototvpe area to begin the collection of
data information’on ‘asrégional sczlewitly.the. vitimate goal of expanding region-by-
region until a statewide network is completed. The Tampa Bay region consists of
+"1 approxirately-"11 goverimentaizorganizatiens and numerous municipalities. The
. Tampa-Bay! ‘Regional' Planning "Council.'was selected to administer the project
- becaise it is the only broad-t:ased regional organization that provides a common
. fvf's'}gst'ém for:area wide cocrdination of Federal; State and local governments, focusing
-".on:planning and problemresolution.  In regard to Geographic Information Systems
7. (GES) which. €émploy spatial .data, there is no coordinating body that previously
pravided: a dircctory © identification: of existing geographic information, GIS
developers, or sources of information prior to the creation of the TBRCC.

i Three highly successful Coardinzting Council efforts are-ongoing with more planned
=nuif the foture: Consensus'Groups ravé been estiablished tc collect data on Cockroach
.o Bapdof. theipurpose of-@ssisting the- Hillshorough ‘County City-County Planning
Commission to revise their Comprehensive Plan ‘:Amendment for the management
of Cockroach Bay. A Demographics Information Consensus Group has been
formulated to determine regional needs for demographic data and to establish
guidelines for the development and maintenance of discrete demographic summaries
i ~andprojections. AS. air exafmple :of the:flexibility that exists within the TBRCC
iomarfagément structiire, the DemographiesInformation Consensus Group has reached
&'+ begorid thenormal complement nfitepresemiatives: from member governments/State
agencies into the private sector, utilizing the skills of business and industry who
employ demographic specialists to forecast future needs for the Tampa Bay region.
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The third group is th2 Swermwater Managenient: Consensus ‘Groupwhich.is seeking
to identify, coorciiate aind facilitate stormwater data exchunge among governmbntal
agencies assessing sivvlawatet’ management issues:in.the Tampa Ray.regiom:<This
group works very clossly with the Tampa Bay National Estuary: Progranm: (TBNEP)
to assist TBNEP ‘n'compiling: Gatavneeded for:reports;.to- the kinited: States
Environmental Proicction Agency: :A fourth:group is-being fomned ir.the.aftermath
of Hurricane Andrew io address the protection and-recoveny-of valuable :daig assets
following a major disaster. The work of each consensus group is monitored and
coordinaied by TBRCC Facilitator who:works. in-liaison with ¢hle Statee GMDNCC.
The Facilitator alsc provides all admiflistrativa'suppon,10»1he(Coardinat_ing- Ceuncil,
the RAC and the onsensus Groupﬁnn W R NS SR T A
woo Ty wEnyes L1 T e HTRgne] M
Success is measured by more thn the: considerable pregressito date: “»Bemgvard‘ose-

- knit organization ui many organizations;:results are achieved:by consensus’ofl the

participants who all work on a. volunteeribasis for.the broader-regional:cemmon
good. While some grant funds are.available.for: processing the: more technjcal-data
exchange requiremeats, the efforts of:rtie. entire. process hinge-upon the gapd-fw.—idl—and
cooperation which has been so forthcoming throughout the:€oordinating Council's
short histery. In an era ofwvery scarce-fiscal-resotirces, therFBRCC has shown how
local governments and State agencies can agree to pool talent and personnel
resources to achieve the commongoal ofi.data sharing -on jthe. mbst - cost’=effeative
basis. As everyone wﬂlmgly parucnpates taxpaycrs collecuveiy benefit, "o 1.
R SLO S T s B PSP R 11 I Y L AT

In choosing the Tampa. Bay Reg,:onal Planfung Council "to! ,xmp{cmemz the
management plan devised by the CZM Final Report;:the Office of the Governor has
specifically chosen a regional entity as the focal -point for data-sharing. -We betieve
this selection has merit for other.areas.of.the state:as well. »As the:state’s-Regional
Planning Councils look towards tegislation which will reconstitute:the organizations,
define new roles and missions, it may be prucent to give the RPCs tliis ddditional
data-sharing task with z.ppropriate funding .that would guarantee- a :level of
performance statewide that .s not governed by individual grants efforts. The goal is
complete statewide networking through the Florida Spatial Data Directory with
eventual multi-state interactioniwith>such groups»asc the. Guif:of. Mexica Pr6gram
which is already pursuing data:sharing;-ardswith.other. National: Estuary Brogtams
(such as the Galvesten NEP) that. have- likawise-heén establishing: managsinent

structures for data a¢cess ard daza qhanng.; 13 SV S TR B R R o1 g TR T SLT OO
: LN AT m“.JL S _Mré,L v

Recommendauonst A .;.i':.he_.- Liegss wiimmas, o peozfivnn
T TSIV L LI '.“)“";):,x?v_/l

It is imperative that the work iritiated:by the CZM‘ :Fimal Report.and. undertaken by
the contract between the Office of :thé-Governoriand the:Tampa:Bay Regional
Planning Council continue to provide -a-managementcstructure- for- regmnahdata-
sharing. i il on r:mfﬂp WasE sineie aft L edipno e

B Y0508 B R ¥ ot PTG eir la.!r\ AL L \_;'x'-".,'ff-r.\ iie “L f"._]f—l\;
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The Tampa Bay Regional Coordinating Council should continue its work with
the Growth Management Data Network Coordinating Council to further
identify specific areas for data-sharing, development and refinement of
documentation standards, and identification of permanent funding.

The Regional Advisory Committee should continue to serve as the working
body of the TBRCC to identify for consensus group formation, those issues
identified in the Strategic Plan having corporate value to the regionwide data-
sharing effort.

Consensus Groups should continue, to seek ways for streamlining the process
of data cataloging and documentation. . '

The Growth Management Data:Network Coordinating Council is encouraged
to continue its efforts to effect regional data coordination through the
establishment of similar regional coordinating councils for data management,
through Regional Planning Councils as patterned after the CZM Final Report
recommendations and established by the Tampa Bay RPC.

Permanent funding,:to:}i Regional Planning Councils for regional data
coordination should be provided through legislative action.

Lose -
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INTRODUCTION

To make informed decisions on the coastal zone issues, a coastal zone resource
manager must have the ability to integrate and analyze the vast amounts of
information that are available. A Major problem exists for resource management in
that data collection is typlcally restricted by site specific pro;ects and polmcal
boundaries, but coastal zone issues require an ecosystem perspective that is much
broader. Geographic Information Systems (GIS) is a powerful tool that can
overcome this problem by merging data from multiple sources allowing region-wide
analysis. However, integration of those various data sets can only be accomplished
if they are standardized and procedures exist to facilitate the sharing of this data.

One of the major objectives of the Growth Management Data Network Coordinating
Council (GMDNCC), Office of the Governor, is to facilitate the sharing of
information. The GMDNCC, in cooperation with regional and local governments in
the Tampa Bay region, completed a study' through a CZM grant that defines a
management structure to facilitate the standardization and sharing of information for
that region. (See Appendix 1 for a discussion of the GMDNCC as described in 4
Multi-Agency Management Structure to Facilitate the Sharing of Geographic Data,
David Stage, Tallahassee, Florida.)

‘ During the 1991-92 Coastal Zone Management Program grant period, the Governor’s
Office, in conjunction with the Tampa Bay Regional Planning Council, obtained
funding to implement the proposed management structure. This included the
installation of the management structure recommended in the Final Report of the
Coastal Zone Management project, the development of a dynamic survey of existing
data sets with "corporate value" in the Tampa Bay region, the cataloging of those
data sets on an automated data directory, initiation of Consensus Groups for
standardizing designated data sets, and an assessment of the effectiveness of the
multi-agency management structure with recommendations for improvements and
implementation on a Statewide level.

Background

Geographic Information System (GIS) technology is the tool that can manage the
large amounts of geographic or spatial data. It is required for effective governmental
planning. Ironically, it is this new technology that is moving government into a "quiet
crisis” in regards to the collection and analysis of the data. Factors that effect coastal

1. The Coastal Zone Management Program, "4 Model Geographic Information System for Coastal Zone
Management," Final Report. Prepared by the State of Florida Executive Office of the Gavernor Office of
. Planning and Budgeting, December 1990.
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zone issues are not restricted to political boundaries, but planning and data collection
usually are. GIS has the ability to merge information from multiple sources to form
a multi-jurisdictional picture, but only if the data is consistent. For example, if two
adjoining counties are collecting property descriptions and one county is including
duplexes_with apartment complexes and the other is not, it will be impossible to
perform a regional analysis of the location of this information. What this illustrates
is that it is essential to focus on the data. In fact, estimates show that 80 percent of
the cost of the GIS is due to data collection and data maintenance. Furthermore,
it is anticipated that the cost of the data collection, which requires extensive human
resources, will continue to increase in contrast to the costs of the systems on which
the data is processed.

Because the ability to purchase GIS has only recently come within reach of most
organizations, there is a unique opportunity to direct the development of data
collection in such a way that a common language between all levels of government
can be built. This will allow information to be easily transferred and utilized
between different agencies, and for information that is collected at a local level to
be utilized at a regional or State level. If action is not taken in ‘the immediate
future, much of the information that is being collected for planning, scientific studies,
regulation and monitoring will be lost, resulting in a set of disparate information
systems that will be unable to share their information resources. What is most
important to coastal zone management is that without such coordination, information
that is collected for different systems cannot be merged to develop a complete
picture of an ecosystem, subsequently severely impairing ecosystem analysis.

There are at least twenty State, Federal, regional and local governments that are
using and collecting environmental information on the Tampa Bay ecosystem, not
including the Universities, the private sector and municipalities.  Of these
organizations, there are seven in the Tampa Bay region that have a GIS and three
that are in the planning stages. Prior to the collaborative effort between the Office
of the Governor's GMDNCC and the Tampa Bay Regional Planning Council, there
was no formal network, for standardizing and sharing this information. Consequently,
data collection activities were subject to duplication and the data that is usable was
limited to those who knew where the data resided.

The long-term goal of this collaboration is to provide coastal zone managers with the
information that they need to make informed decisions in the Tampa Bay area, and
to maximize the use of available resources by sharing information on a region-wide
basis and reducing duplicative activities. This was accomplished by the development
of a federation of independently held databases for the many agencies that are
collecting data on the Tampa Bay region. These databases are being linked together
by standards and a management structure. This federation provides an umbrella
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under which information that is collected for any project, inclusive of all the issues of
special focus, can be standardized, archived, advertised and accessed as a resource
for anyone.

The Process is the Prod

There are two very important points to be made about the nature of this specific
project which distinguishes it from most contracted projects. First, as will become
evident, the efforts of those associated with the project do not terminate with the
completion of the contract. The structures established for achieving the overall goal
of data-sharing at the least cost are ongoing and the goal remains a standard by
which all participants can set individual organizational objectives. Secondly, the end-
product of this project is not the Final Report or the various documents produced, but
the process itself which was established to meet the specific needs of coastal
communities. The process is dynamic and will continue to evolve over the next
several years to take advantage of the many changes occurring in the evolution of
GIS, their hardware and software, and the types of data that can service the
community. As the cost of equipment decreases by quantum leaps annually, no
longer is a GIS capability beyond the average community, organization or agency, but
can be acquired by anyone with a personal computer and data storage capability.

Goal

The goal of the project was to maximize the utility of the information that is
collected in the Tampa Bay area by making it usable and available for coastal zone
resource managers and all interested parties. This goal was achieved by meeting a
series of objectives.

Objectives
1. Implement the management structure proposed in the Coastal Zone
Management project, "4 Model Geographic Information System for
Coastal Zone Management," Final Report.
2. Increase the "corporate value" (information that has multi-

agency/governmental value) of data that is collected in the Tampa Bay
area by providing interested parties with procedures for becoming
aware of the data before it is collected and allowing input into what
data is being collected (Consensus Groups). This will allow the fine
tuning of data to maximize its usefulness beyond the scope of the
original project, which is important considering the limited resources
and the cost of data collection. These activities will greatly reduce the
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possibility of duplicative activities and enhance the probability of
developing cooperative programs.

Develop an automated dynamic survey (accessible by phone modem
and updated on a scheduled basis) of the data, archive that
information and provide easy access to that information. This is
imperative if information is to be preserved and not lost due to such
things as changes of agency focus, personnel turnover, accessibility, etc.

Increase the utilization of data by developing a transfer mechanism
using well defined protocols, standard documentation formats and
archive procedures.

Document the impacts and the benefits of the activities of a regional
coordinating council and make recommendations for improvements
and the implementation of similar councils for all coastal areas
Statewide. '

In seeking to fulfill the objectives for meeting the overall goal of this project, nine
specific tasks were enumerated.

Tasks.

Provide staff and training for the Tampa Bay Regional Planning
Council (TBRPC) to support the Tampa Bay Regional Coordinating
Council (TBRCC) as proposed in the Coastal Zone Management
project, "4 Model Geographic Information System for Coastal Zone
Management,” Final Report.

Implement the management structure recommended in the Coastal
Zone Management project, "A Model Geographic Information System
for Coastal Zone Managemens," Final Report. This management
structure will allow the development of multi-agency standards for
geographic or spatial information, the institutionalization of those
standards and procedures, and a method of archiving the information
that is being collected so that it is available for future use. '

Develop and institutionalize a multi-agency management structure to
create a dynamic survey of geographic or spatial information. Survey
the region and include the data on the Florida Spatial Data Directory
(FSDD).
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Develop, test and distribute software to utilize a distributed data
directory to each organization (provided by the staff of the
GMDNCC).

Coordinate data collection activities and develop data standards by
Consensus Groups.

Conduct a workshop for the development of transfer protocols for the
TBRCC.

Promote the knowledge of cooperative activities by initiating
educational workshops for the Consensus Group Methodology, use of
the Florida Spatial Data Directory, and the promotion of management
tools that were developed in the previous grant (the Quality and
Accuracy Report Templates and the Data Dictionary Templates).

Document the impacts and benefits of the activities of the TBRCC on
participating organizations. Areas of concern will include the cost of
data collection, exporting and importing data, cooperative efforts,
success at increasing the "corporate value" of data and the time
required for participating in TBRCC’s activities.

Prepare a final report which will include the impacts and benefits of
the activities of the TBRCC, Consensus Group Reports, effectiveness
of the data directory and recommendations for the implementation of
coordinating councils on a Statewide basis. Identify a continuing
source of funds and develop a strategic plan to acquire funds to
continue the activities of the TBRCC.

w_th IS organiz

This document is the synthesis of the activities of the collaborative project between
the Governor’s Office GMDNCC and the Tampa Bay Regional Planning Council
entitled, "A Regional Coordinating Council for Coastal Zone Information.” It
addresses the objectives and tasks supporting each objective.

The document is divided into four sections as follows:

Implementation of the management structure proposed in the Coastal
Zone Management project, "A Model Geographic Information System
for Coastal Zone Management,” Final Repon.
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IV.

Development of a Strategic Plan to define the most compelling data
issues of the Tampa Bay region and the formation of Consensus
Groups to increase the "corporate value" of data that is collected in the
Tampa Bay area.

An automated dynamic survey (accessible by phone modem and
updated on a scheduled basis) of the data was developed to archive
information and provide easy access to the information and
development of a transfer mechanism using well-defined protocols,
standard documentation formats and archive procedures to increase
the utilization of data.

Documentation of the impacts and the benefits of the activities for a
regional coordinating council and recommendations for improvements
and the implementation of similar councils for all coastal areas
Statewide.
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Chapter I
THE MANAGEMENT STRUCTURE
Chapter Objectives
1. Implementation of the management structure proposed in the Coastal

Zone Management project, "A Model Geographic Information System
for Coastal Zone Management,” Final Report.

Problem

As identified in the CZM Final Report, the Tampa Bay region consists of
approximately 12 governmental organizations and numerous municipalities. The
Tampa Bay Regional Planning Council is the only broad-based regional organization
that provides a common system for area wide coordination of federal, state and local
governments, focusing on planning and problem resolution. In regard to Geographic
Information Systems (GIS), there was previously no coordinating body that provided
a directory identification of existing geographic information, GIS developers, or
sources of information.

The tasks of this objective were to:

. Provide staff and training for the Tampa Bay Regional Planning
Council (TBRPC) to support the Tampa Bay Regional Coordinating
Council (TBRCC)."

. Implement the management structure recommended in the objective

. Develop and institutionalize a multi-agency management structure to
create a dynamic survey of geographic or spatial information. Survey
the region and include the data on the Flonda Spatial Data Directory.

The initial task for the TBRPC was to create an organization of area agencies who
were 1) users of GIS products; 2) had in interest in coordinating with other agencies
and organizations to share GIS data; and 3) were interested in formalizing the
structure to include staffing at appropriate levels to accomplish tasks as determined
by the group. Identified as willing participants were the Administrators of
Hillsborough, Manatee, Pasco and Pinellas Counties, the Executive Director of the
Hillsborough County City-County Planning Commission, the regional directors of the
Department of Transportation, Department of Environmental Regulation,
Department of Health and Rehabilitative Services, Environmental Protection
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Commission of Hillsborough County, Southwest Florida Water Management District,
the TBRPC, the Pinellas County Property Appraiser. Using the structure
recommended in the CZM Final Report, the TBRPC produced a Memorandum of
Understanding (See Appendix 2) which provided for an elaborate management
structure known as the Tampa Bay Regional Coordinating Council consisting of four
bodies:

. The Tampa Bay Regional Coordinating Council (TBRCC) consists of the
chief executives of the member agencies; originally all signers of the
Memorandum of Understanding.

. The Regional Advisory Committee (RAC) is the primary working body of the
process and consists of staff members from the TBRCC agencies.
Additionally, other GIS users who were not Council participants such as the
University of South Florida, the Florida Marine Research Institute of the
Department of Natural Resources, and the West Coast Regional Water
Supply Authority; were appointed to RAC membership. It was the function
of the RAC to first devise a Strategic Plan that would guide Coordinating
Council efforts (see Chapter II), and appoint consensus groups which would
implement the recommendations of the Strategic Plan 4n seeking data with

~ "corporate value" to process into the state’s central electronic catalog, the
Florida Spatial Data Directory (FSDD).

. The Central Information Unit which is an autonomous body (currently one
salaried staff position from the Tampa Bay Regional Planning Council with
staff support) that acts as a Facilitator for the activities of the TBRCC to
include chairing the RAC and providing administrative support for the
Consensus Group chairs.

. The Consensus Groups, the primary working bodies, are composed of experts
who create standards on designated data. There are multiple Consensus
Groups with membership being dependent upon the topic under
consideration. Their activities are determined by Issue Statements developed
by Consensus Group chairmen in coordination with the TBRCC Facilitator
and approved by the RAC. ‘

The goals of the TBRCC are described as follows:

. To act as a coordinating body within the Tampa Bay region and between
local, regional and state governmental agencies;

. To develop a Strategic Plan for the collection and sharing of data;
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. To identify data needs at the regional level by developing an inventory of
current data and a needs assessment with a priority list for development;

. To adopt as much as feasible, data standards through the process of
Consensus Group Methodology (See Appendix 1);

. To review for adoption, standards related to data-sharing that are developed
by the federal government or the State of Florida.

The process of creating the Coordinating Council was a slow, laborious process and
while the agreement was effective as of January 15, 1992, the final signatures were
not obtained until late May. In August, in accordance with the terms of the MOU,
the Executive Director of the Hillsborough County City-County Planning Commission
became the 12th person to become a member. The first official meeting of the
TBRCC after all members had signed the MOU occurred on July 24, 1992. In the
meantime, the Regional Advisory Committee (RAC), originally called the Interim
Regional Advisory Committee (IRAC) until the MOU was signed, became the
subordinate workhorse of the TBRCC and began meeting almost immediately in late
December 1991, early January 1992. In a somewhat unorthodox manner, the
IRAC/RAC was formed not by appointees from Council members, but by a call to
meet of those interested in beginning the process of data sharing. The Regional
Advisory Committee became the main engine driving the process and creating the
actual data working bodies, called Consensus Groups which will be described in full
in Chapter II. As the structure evolved in accordance with the MOU, the RAC
created the Consensus Groups, reviewed their progress, and reported back to parent
organizations progress being made.

The next chapter will deal with the mechanisms of identifying the areas in the Tampa
Bay region most vital for data-sharing.
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. Chapter 11
THE STRATEGIC PLAN AND CONSENSUS GROUPS
Chapter Objectives
2. Development of a Strategic Plan to define the most compelling data

issues of the Tampa Bay region and the formation of Consensus
Groups to increase the "corporate value” of data that is collected in the
Tampa Bay area.

Problem

Most policies and issues addressed by local governments in the Tampa Bay region
require some kind of geographic information analysis in order to make decisions,
hence the need for Geographic Information Systems (GIS) as both a resource
management tool and a planning tool. GIS, as opposed to conventional filing and
tracking information systems, demands considerable effort in data collection and
compatibility. It is essential that this data match an established standard format,
otherwise information sharing becomes a difficult process. Consequently the data
sharing process among local government agencies acquires, under these conditions,
an important dimension: data in order to be shared must have standard formats and
should be collected by standard procedures.

The ever-increasing complexity and interdependence of information, related to the
issues on which local governments must make decisions, dictates the urgent need to
identify issues of collective need among local agencies in a consensus manner. This
chapter identifies elements that were essential for a Strategic Plan for the Tampa
Bay Regional Coordinating Council (TBRCC). Issues and data were identified,
prioritized and ranked in a consensus fashion as part of the plan’s development. The
TBRCC, as a multiagency coordinating body created to promote the sharing of
information among local and state organizations, required a plan of action
highlighting the main issues and data requirements that could be shared among
agencies within the Tampa Bay region. The successful focus of a Strategic Plan
element described in this chapter is by no means closed. On the contrary, it is an
open plan to which can be added more issues. Its purpose is to provide guidance,
justification, and the establishment of directions for the TBRCC.

The tasks of this objective were to:

. Coordinate data collection activities and develop data standards by
Consensus Groups.
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. Promote the knowledge of cooperative activities by initiating
educational workshops for the Consensus Group Methodology, use of
the Florida Spatial Data Directory, and the promotion of management
tools that were developed in the previous grant (the Quality and
Accuracy Report Templates and the Data Dictionary Templates).

The Need for a Strategic Plan

A multiagency management structure was imperative in order to facilitate the sharing
of geographic data, hence the creation of the TBRCC. The main function of this
management structure is to allow experts from various organizations to facilitate the
development of standards. However, specific data requirements are often linked to
those issues that management could address at any particular time. Consequently,
a Strategic Plan containing the most relevant issues to be addressed in the Tampa
Bay region within 1992-1993 was outlined (See Appendix 3 for the complete report).
The important features will be presented in this chapter. This document enabled
specific data requirements and standards to be prioritized and facilitated.

However, each organization has its own priorities and concerns in relation to the
functions it is expected to perform within the region. Therefore, identifying issues
of collective need is difficult at best. In order to produce a Strategic Plan that
represented the collective thoughts of the Council, a consensus building device, called
Futures Technique, developed for large, segmented organizations like the TBRCC
was used. This technique has been designed to identify components of a Strategic
Plan such as the future directions, communal needs, feasibility of tasks and the
highest level of impact on any organization. The Strategic Plan uses a description
of issues to conceptually identify areas of collective concern that could then be
prioritized in a consensus manner. Once these issues (areas of collective concern)
were identified, the information requirements (data sets and standard procedures)
necessary to address each issue were generated. Standards and procedures are to be
developed through Consensus Groups which focus their activities on transfer
protocols, documentation, or specific data sets.

The following outline describes the steps. to the technique used to devise the
Strategic Plan: ‘

STRATEGIC PLAN:
. Identify issues of concern in the Tampa Bay region and the

corresponding information (data areas) needed to address or resolve
these issues (Brain-Storming Session).
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. Rank these issues (and consequently information requirements) by
importance to the organization. (Delphi-Evaluation Session),

. Identify how each issue impacts other issues (cross-interaction between

issues), with the purpose of defining the ten most "dominant" and the
ten most “critical" issues in the Tampa Bay region in terms of data
sharing requirements (Cross-Impact Analysis Session).

. Identify the data areas that are most important to a particular issue
(the ten most critical issues), thus identifying the critical information
requirements for the Tampa Bay region. (This allowed the
development of the overall impact that each issue would have on the
Tampa Bay region (Future Scenario) in terms of data sharing
requirements (System Impact Analysis Session)).

Standards Development:

. Specific data sets from previously identified data areas are addressed
by the Consensus Groups or Subcommittees.

. Straw man issue statements (for previously identified issues) are
developed by the co-chairs of each Consensus Group, in conjunction
with the Central Information Unit (facilitator).

. Data sets (related to previously identified issues) are documented
through a data dictionary and quality and accuracy reports prepared by
the Consensus Groups in conjunction with the Central Information
Unit. ' :

Goals of the Strategic Plan

The long term goals are to:

Provide managers with the information they need to make sound and
informed decisions throughout the Tampa Bay region.

Maximize the use of available resources by sharing this information on a
statewide and regionwide basis.

Minimize redundant local government agencies efforts by reducing duplicative
data collection activities among them.
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Objectives of the Strategic Plan
The main objectives are to:

.o Outline the most dominant and critical issues (in terms of data
requirements) that should be addressed by senior management in the
Tampa Bay region within the years 1992-1993.

«+  Identify the data areas associated to those most important and critical
issues in the Tampa Bay region.

«+  Identify the impact that will be generated by addressing these most
important issues in the Tampa Bay region within the years 1992.1993.

-+ Describe the future scenario that would emerge (in terms of data
requirements) in the Tampa Bay region as a result of having addressed
those critical and important issues.

++  Develop strawman issue statements for those most important issues in
the region.

o Document these data sets and develop standards via data dictionaries
and quality and accuracy reports.

Methodology Used to Generate the Strategic Plan

A two-day Strategic Plan workshop was organized with the members of the working
group. The purpose of the workshop was to use the experience and informed
judgement of the working group as the main input to the Strategic Plan. Through
the use of what is known as the Futures Technique, (a revised version of the
Simulation Conference Methodology first developed by R. Armstrong, M. Hobson and
E. Breto at the Institute of Local Government Studies, University of Birmingham,
England, see Appendix 1 of the Plan at Appendix 3) a combined and progressive
application of Brain-Storming, Delphi-Evaluation, Cross-Impact Analysis and
Scenario Construction techniques were made. A working group established by the
Interim Regional Advisory Council (IRAC) was asked to engage in the following
procedures and activities:

. A Brain-Storming session was held on February 11, 1992 at the Tampa Bay
Regional Planning Council’s conference room. Attending members of the
IRAC assembled into six groups of three members each. Each group was
asked to list the five most relevant issues that should be addressed in the
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Tampa Bay region during the years 1992-1993. The appropriate Brain-
Storming forms were completed after each group discussion took place.
Forms contained a list of the most relevant issues as seen by the various
groups, as well as the five elements or factors that would be affected in the
event a particular issue was to be addressed or resolved.

A summary list of those issues identified during the Brain-Storming session
was prepared and provided to the working group. With the help of the
Delphi method, each individual completed a Delphi form which outlined each
member’s own evaluation of the issues under consideration in terms of;

«+  The probability of each issue being addressed during the years 1992-
1993 in the Tampa Bay region.

++  The significance of the issue for the Tampa Bay region as a whole.

««  The desirability of addressing the issue in the Tampa Bay region
during the years 1992-1993.

+» A self evaluation of each member’s own expertise and knowledge in
relation to the issues listed.

«+  The corresponding probability histograms for each issue were drawn
and the level of consensus (standard deviation) among members was
determined. An "impact score” number, which reflects such consensus
level and the importance of each issue as compared to another one,
was calculated. The main objective at this point was to draw a list of
the ten "most important” issues (those with the highest impact score)
and also the ten "least important” issues (those with the lowest impact
score). Impact scores for each issue were calculated.

As a third step, working group members met February 19, 1992 at the
Hillsborough County Environmental Protection Commission’s conference
room to attend the second day of the Strategic Plan workshop, where they
completed a "Cross-Impact Analysis” evaluation. The Delphi evaluation
generated a matrix which displayed the ten "most important" issues, and also
the ten "least important” issues.

++  The main objective was to establish how each issue (once it is
addressed) may affect or impact other issues by increasing the chances
of having to address both issues simultaneously; namely the "cross-
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interaction effects" of one issue over another one. The final result was the
identification of the ten "most dominant" and the ten "most critical" issues in the
Tampa Bay region. These cross-interaction effects were then converted into
"probabilities” of one issue affecting another one. '

«+  During the final phase of the workshop each working group member
was asked to undertake a "System Impact Analysis” of those dominant
and critical issues identified in the previous step. For this purpose, a
NEXUS card was prepared displaying along its perimeter those factors
suggested by the working group members during the Brain-Storming
phase. Such factors are now considered to provide a description of the
system, in this case the Tampa Bay region.

.o The task consisted of establishing the impact of dominant or critical
issues upon each factor describing the system (Tampa Bay); thus
identifying the critical information requirements for the Tampa Bay
region (NEXUS card). By superimposing each of the NEXUS cards
completed . by every working group member, a cumulative and
simultaneous future scenario (Strategic Plan) was thereby generated.
(See Chapter III of the Plan at Appendix 3). '

Results of the Brain-Storming Session

Members of the working group gathered into six groups of three members each.
Based on their own judgement and experience and through individual group
discussions, they were asked to make a list of five of the issues in the Tampa Bay
region they believe need to be addressed in the years 1992-1993. They were also
asked to identify the factors that would be affected, if it was to be assumed that the
issues they have listed were addressed in Tampa Bay during the target years.

There were thirty issues identified by the working group. Duplicate and/or
overlapping definitions of issues were deleted. What follows is a list of those clearly
identifiable issues after this search took place.
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TABLE #1
TAMPA BAY REGIONAL ISSUES
|
ISSUES | FACTORS THAT WOULD BE AFFECTED
1. Ground water quality data ® Number of Septic tanks
standardized to be shared

|
|
by multijurisdictional bodies. | ® Water demand
I
|

® Hazardous waste site location

2. Effects of polluting industrial
facilities on human health and
solid waste

®  Air quality measurements
® Water quality measurements
Economic industrial indicators

® Number of regulatory agencies

® Data dissemination bodies

3. Effects of land use, zoning and
redevelopment on the habitat and
ecosystem

® Storm water impact/flooding

Socioeconomic indicators

® Traffic access and utilities

4. Water quality eutrophication and ® Run off water quality and
its impact on living organisms

Atmospheric input measurements

® Land use total acreage

5. Traffic congestion reduction ® Network
and road infrastructure

&  Airports

® Mass transit

e Land use
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TABLE #1 (Contd)

ISSUES

I
| FACTORS THAT WOULD BE AFFECTED

6. Standard population projections | ®  Water supply
and statistics |
i ® Federal funding
|
| ® Road’s LOS and basic services
l supply
7. Overlap and duplicative services | ® Type of permits required
between state and county regulations |
| ® Type of licenses required
8. Local governments real estate statistics | ¢ Type & number of housing units
I
| ® Number of units for sale
I
| ®  Unit cost per type
I
| ¢ Number of leasing units
9. Standard street mapping methodology: |
compatible names and addresses in all counties |
10. Creation of GIS data buffer encompassing | ® GIS data formats
common boundaries between agencies |
| ® Type of GIS systems .
11. To establish a data exchange standard | ¢  Zoning categories
format: data dictionary quality and |
accuracy report | ® Land use types
I
| ® Type of GIS systems
12. Base parcel maps for land use and | ¢ Economic resources commitment
transportation studies at local A
government level: modelling urban ! ® Traffic congestion
areas; E.g., land use location, trip ]
generation etc. | ® Road infrastructure
13. Identify environmental resources by ]

sensitivity level
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TABLE #1 (Contd)

ISSUES | FACTORS THAT WOULD BE AFFECTED
14. Vacant land inventory for parks and | ® Demographic indicators
and recreation provision to meet present |
and future population needs | ® Total vacant land acreage
I
| e Total acreage of vacant land
| by ownership type
15. Law enforcement and jails ] ® Population growth
I
| @ High crime area statistics
I
| ® Road maps
I
| @& Socioeconomic indicators
16. Socioeconomic indicators forecasting and |
regional development |
. 17. Water supply and infrastructure to meet | ® Decmographic indicators
population growth: surface and ground |
water characteristics | ®  Wells availability and location
|
[ ® Storm waler sources
18. Air quality: population and traffic | ® Pollution sources: types/level
projections regarding pollution data |
[ ® Mortality and rate of birth
19. Procedures in hurricane preparedness, | ® Topographic information
evacuation and recovery planning J
| ® Transportation network
I
| ® Demographic indicators
20. Flood control: effects on land use | ® Road and housing infrastructure
area, drainage and erosion |
I ® Land use distribution and location
|
| ® Topographic information
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Results of the Delphi Evaluation

During the Delphi Evaluation Phase, members carried out an evaluation of those
issues listed previously. Each member was provided a Delphi evaluation form which
contained the list of issues. Four basic topics were evaluated.

Probability of the issue being addressed in the years 1992-1993;
. Significance of the issue for the Tampa Bay Region;
. Desirability of the issue being addressed during the years 1992-1993;

. A self-evaluation of their knowledge and experience in relation to the issue
under consideration.

Applying the equation described in Appendix 3, Page S, an "impact score” number
was calculated for each issue. This impact score number reflects the importance of
one issue over another, reflecting a ranking of issues by their importance. Issues with
the highest impact scores are considered (in this first ranking) the most important
issues to be addressed in Tampa Bay in terms of data sharing requirements, as
perceived by the working group. Issues which showed the lowest impact scores are
considered to be the least important issues in the Delphi ranking evaluation. The
following tables contain the lists of the most and least important issues according to
the Delphi evaluation.

TABLE # 2

MOST IMPORTANT ISSUES
(Delphi Ranking)

1 Water supply infrastructure to meet population growth: surface and ground water
characteristics.
2. Flood control: effects on land use area, dréinagc and ?rosion.
3 Water quality: eutrophication and its impact on living organisms.
-4, Standard street mapping methodology: compatible names and addresses in counties.

5. Standardization of water quality data to be shared by multijurisdictional bodies.
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10.

TABLE # 2 (Contd)

To establish a data exchange standard format: data dictionary, data dxrcclory and
quality accuracy report.

Procedures in: hurricane preparedness, evacuation and recovery planning.
Effects of land use, zoning and redevelopment on the habitat and ecosystem.
Effects of polluting industrial facilities on human health and solid waste.

Overlapping and duplicate services between state and county regulations; e.g. permits,
licenses etc.

10.

TABLE # 3

LEAST IMPORTANT ISSUES
(Delphi Ranking)

Base parcel niaps for land use and transportation studies at local govcr;xmcnt level:
modeling urban areas for land use location and trip generation.

Create a GIS data buffer encompassing common boundaries between agencies.
Identify environmental resources by sensitivity level: oil spill, habitat, etc.

Air quality: population and traffic projections regarding pollution data.

Traffic congestion reduction and road infrastructure.

Standardization of population projections and statistics.

Vacant land inventory for parks, beaches and recreation facilities to meet present
population needs.

Law enforcement needs and jails.
Local government real estate statistics.

Socioeconomic indicators forecasting for regional development.
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A Cross-Impact Analysis of the ranked list of issues obtained during the Delphi
evaluation was undertaken by the working group. A matrix displaying the ten most
important issues, according to the highest impact scores from the Delphi evaluation,
was provided to the working group. The ten least important issues were forming the
column titles (see Appendix # 4 of the Strategic Plan at Appendix 3). The task was
to establish how the most important issues (assuming they have been addressed)
would impact or affect the least important issues. This impact would mean
interdependence (cross-interaction) between two issues, suggesting that such issues
may have to be addressed simultaneously.

Results of the Cross-Impact Analysis Session

The main objective of this phase was twofold: to identify and rank the most
dominant and the most critical issues (thus identifying the critical information related
to those issues), and to observe if any issue has been reshuffled in its ranking
importance. A review of the Cross-Impact Analysis results showed the following
(revised) list of issues and the new "average" impact score which has been assigned
to them. » '

TABLE # 4
MOST DOMINANT ISSUES .
(Cross-Impact Ranking)
1. Water supply infrastructure to meet population growth: surface and ground water
characteristics.

2, Water quality: eutrophication and its impact on living organisms.

3 Flood control: effects on land use area, drainage and erosion.

4, Standard street mapping methodology: compatible names and addresses in counties.

5. To establish a data exchange standard format data dictionary, data directory and

quahty & accuracy report.

6. Standardization of water quality data to be shared by multi-jurisdictional bodics.

7. Procedures in: hurricane preparedness, evacuation and recovery planning.

8. Effects of land use, zoning and redevelopment on the habitat and ecosystem.

9. ~ Effects of industrial pollution on human health and solid waste.

10. Overlapping and duplicate services between state and county regulations; e.g., permits,

licenses, etc. .
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It should be noted that four issues were reshuffled after the Cross-Impact analysis

took place:

The number one and most dominant issue that should be addressed in
Tampa Bay in relation to data sharing continues to be: Water supply
infrastructure to meet population growth/ground and surface water
characteristics.

The water quality eutrophication and its effect on living organisms has
now been ranked as the second most "dominant” issue in Tampa Bay
in terms of data sharing among local agencies.

Flood control and its effects on land use area, drainage and erosion
has now been considered the third most dominant issue as a result of
the Cross-Impact analysis undertaken by the working group.

The establishment of a standard street-mapping methodology with
compatible names and addresses in counties continues to -be
considered the forth most dominant issue that should be addressed by
Tampa Bay local agencies.

The establishment of a data exchange standard format though a data
dictionary quality and accuracy report is the fifth most dominant issue
that should be addressed in the near future according to the working

group.

Results of the System Impact Analysis Session: Future Scenarios

During the final phase of the workshop the working group carried out a "System
Impact Analysis" of those dominant issues identified previously in the Cross-Impact
Analysis phase. A "NEXUS" card was prepared (see Appendix S of the Strategic
Plan at Appendix 3) which displayed along its perimeter those factors suggested by
the working group during the Brain-Storming session. These factors now provide a
consensus of collective data concerns shared by Tampa Bay area local government
and affected agencies. '

The major task was to identify the impact a dominant issue would have over each
factor, or data area, describing the system (Tampa Bay), thus identifying the critical
information sharing requirements for the Tampa Bay region during 1992-1993.
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The objective of this phase was twofold: to obtain the final ranking importance of
dominant issues in terms of its probability of being addressed, and to identify the
corporate value of thase data areas associated with them.

A NEXUS board has also been prepared which allows the measurement of the future
cumulative short-term impact of each issue over the above mentioned factors, and
consequently defines its "corporate” value. By superimposing each of the NEXUS
cards completed by the working group on this NEXUS board, the two following
cumulative future scenarios were generated:

Scenario 1
Need to be
Addressed
(Percentage
Probability): Impacted ls_sues
1) 80% Establish data exchange standards
Implies
a) The development of a quality and
- accuracy report and data dictionary on
data of corporate value
b) Protocols for data exchange.
2) 75% Water quality data

Critical/Sensitive Issues
a) 70% Population and traffic projection

b) 53% Parallel traffic congestion/road infra-
structure regarding air quality

c) 34% Base parcel maps for land use/
transportation studies

3 2% Procedures concerning hurricane preparedness, evacua-
' tion and recovery plan.
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Critical/Sensitive Issues

a) 64% Population / traffic projections
b) 49% Traffic congestion / road infrastructure
c) 32% GIS buffer with common boundaries to
share
data between local government agencies
4) 66% The effects of polluting industrial facilities on human

health and solid waste.

Critical/Sensitive Issues

a) 56% Parallel population and traffic projections

b) 43% Traffic congestion and road infrastructure

c) 28% Environmental resources by sensitivity
levels (oil spills, hazardous waste, etc.);

d) 28% Creating 